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ABSTRACT

The paper addressed the concept; features, format;
development, and relative merits of using the behaviorally

The discussion provides basic information on a
technigue which 1s at the cutting edge of industrial
performance evalaution. Application of the behaviorally

anchored féﬁiﬁé scale technique to teacher performance
evaluation is illustrated.

Suggestions as to how such a technique might be
critical comments intended to keep the technique in

perspective:



USE OF THE BEHAVIORALLY ANCHORED RATING SCALE
IN EVALUATING TEACHER PERFORMANCE -

AS you are awaré, numérous technigues have been
developed, and are in current use, for the evaluation of
employee job performance. There are various ranking
procedures, including straight ranking, alternative ranking,
paired comparison, and forced distribution techniques.

There are qualitative methods, including critical incident,

welghted checklist, and forced choice techniques. There are

management by objectives approaches:. There are also direct

indexes, including measures of productivity, and measures
of withdrawal, such as absenteeism and turnover.
By far the most popular methods of employee per-

formance evaluation are those guantitative methods known as

rating methods. [For a fine discussion and comparison of
the various types of performance evaluation techniques,

‘see Cummings and Schwab; 1973.] In recent years a new
quantitative method of employee performancé evaluation has
developed, and has attracted considerable attention in the
literature: This is the béhévioraiiy.anchored rating

scale,; or BARS for short. In the years since 1963, when
articles have appeared in which the authors discuss, develop,
test, or advocaté thée use of behaviorally anchored rating
scales in evaluating employee job performance: (See Schwab

and Heneman 1975; also DeCotiis, 1978).




Given the pressures both from within and without
school distriects for reliable and valid teacher ﬁéfféfﬁéﬁéé
appraisal mechanisms, it may surprise you to learn that only
one application of the behaviorally anchored rating scale
technique to public school teaching is reported in the
professional literature. (Price; 1973) Both service and
business positions have been analyzed, but not in the public
schools.
rating scales with a bit of their history. In 1963,
Patricta Cain Smith and L: M: Kendall took note of the
situations. They stressed that such ratings should possess
reliability both across raters and situations. Both the
jevels and components of such ratings should be clearly
understood by those assigned the task of making ratings.

It is only under such circumstances that raters can make

vaiid ratings, perhaps moré originally, be expected to use

rating scales with conviction or agreement. The necessary
concensus among raters can be achieved only if the raters
themselves define, in their own terms, the kind of behavior
which represents each level of each discriminably different
characteristic, and which dimension of behavier is illustrated
by each kind of behavior:. The behaviorally anchored rating

scalé is Smith and Kendall's answer to this problem.




In a few moments I shall show you several behavior-
ally anchored rating scales devéiéﬁéd by Marianne Price in
her doctoral study for the position of Special Education
Teacher. I want first, however, to describe the procedure
under which such scales are developed: Consideration of
these two elements separately was inspired by Dickinson and
Zellinger, 1980. It is through this procedure that the
chief advantages of the behaviorally anchored rating scale
are achieved. It may be noted in passing that thé procedure
for the development of behaviorally anchored rating scales
has been studied informatively independént of the behavior-
ally anchored rating scale format itself.
development of behaviorally anchored rating scales as
similar to that employed to ensure the faithfulness of trans-

iations from one language to another. Material is trans-
lated into a foreign language, and then retranslated by an
independent translator into the original language: Where
nsiippage" is found to have occurred; corrections are made.
You will see how this retranslation simile applies to the
rétiﬁg-SCaié development procedure consists Geheraiiy of
the. following five steps:

1. A representative sample of the persons who will
ultimately serve as raters are enlisted to conduct the basic

work of generating the behaviorally anchoréd rating scales.




.

In education, 1t would seem that this reference group could
logically include not only adminiétfétiVé féféié; but also
not to generate administrative solidarity, but rather common
understanding and commitment. Both sides of potential

scale development from the outset. We have a long history
in education of such involvement.

2. The group identifies and 1lists the broad
qualities or characteristics to be evaluated. The most
strongly supported dimensions are selected for further
analysis. Usually the number. of dimensions centers about
eight. The participants' own terminology is retained in
tdentifying the dimensions. Let me show you what such a set
of dimensions might consist of.

SHOW OVERHEAD TRANSPARENCY #1: (RJB note the source)

3. The group then formulates general statements
representing definitions of high, acceptable; and low per-
formance for each dimension, and generates examples of
behaviors at each level for each dimension:. These are
edited into the form of expectations of spesific behavior:
Let me show you an example of a set of behaviors indicative
of one dimension.

SHOW OVERHEAD TRANSPARENCY #2. (RJB block off left columns:)



Note: It may be worth noting here that not all investiga-
tors have identified and defined -the broad qualities,
characteristics, or dimensions first. Some have begun with
specific behaviors, which are then grouped into appropriate
categories.

k. A second group of persons, representative of
the zroup sampled by the original work group; is provided a
listing of the broad dimensions, and a second list of the
specific behaviors developed by the first group. They are
asked to assign the behaviors to the dimensions. Behavioral
examples are eigmiﬁéﬁéa if there is not a criterion level of

agreement on the dimension to which behaviors ought to be
assigned: Qualities or dimensions are eliminated if there
is not a criterion level of apreement in the behaviors which

to use the remaining behaviors to describe the behavior of
‘several dimensions. A discrimination index is computed for
each behavior. Judgés aré also asked to assign certain
point values to €ach beéhavior within dimensions, according
to its desirability. TItems above a criterion level of point
variability are eliminated. Mean point values for surviving
behaviors are retained and used in the behavioraily anchored

rating scale format.



Let me turn now to the scale format. You will
recall the dimensions of performance I showed you a moment
ago. Let me show you several of the scales representing
these dimensions.

SHOW OVERHEAD TRANSPARENCIES #3, #4, and #5, if time permits.

The function of the scales 1s of course to assist in
the evaluation of employee job performance: Let me describe
how the rater is expected to perform this responsibility:
lere I must confess to less guldance in the literature than
has been present with respect to my prior comments: None-
theless permit me to offer a few observations:

The rater is expected; over some no doubt specified
period; to obtserve the employee's performance on the job.

On each broad dimension of the appropriate set of rating
scales, the rater assigns a point valué to his or her rating

of employee performance: The specific point values awarded
are in accordance with the siai.arity between the behaviors
observed and those for which points are specified on the
behaviorally anchored rating scale. The specific comparison
process followed; and this point is quite clear in Smith and
Kendall's article, operates as follows. The rater forms a
clear image of the employee's work, then égééiéfé,WEiéﬁ of
the behaviors 1isted in the scale the individual would be

most likely to display.



It is here; in my judgmept;that the behaviorally
anchored rating is set adrift. The anchor drags in the
mud of the rater's predictive powers. There is a second
flaw, as I see it, which makes such anchors' value question-
able. This is the permanent fixing of béiﬁE values for the

specific behaviors used as anchors. My experience both as
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the same value from moment to moment, much less from
to teacher or class to class.

I recognize that the comments which I have just made

sound contradictory: low can one complain both of the
unreliability of point values in a scale, and then of the
false precision in the scale? I suppose that the best
defense is a good offense. I propose that we not sacrifice
either for the other: # revision of the behaviorally
anchored rating scale format,; and corresponding minor

changes in the scale development procedure would, I belleve,
preserve the best of both.

The specific behaviors generated to illustrate the
dimensions apreed upon ought rot to be sifted out on
statistical criteria.  The value of the behaviors is not in
their statistical properties, but rather their representative-
ness of actual tvashing behavior. The larger number of

behaviors generated could serve as a guide to observation,

ratings, but rather for the exercise of judgment on the part
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trying to make.

The behaviorally anchored rating scale 15 not a
free lunch. VYet it may provide enough nourishment for us to
continue the search productively for improved méthods of

teacher evaluation:
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BEHAVIORALLY ANCHORED RATING SCALES FOR EVALUAYING
THE SPECIAL EﬁUéATiéﬁ_iéAeﬂERs OF THE
MONTGOMERY COUNTY, PENNSYLVANIA,
INTERMEDIATE UNIT
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new 1deas.

1. PROFESSIONAL GROWTH

) SeekS—te 1mprove 1nstructlon )

materials, approaches. etc.

GE

© 3.0

LOW

2.0=

Aakes additional course work to further her
kdelédgé. :

She . attends conference concerning

class.

positive discipline approaches to seek new

behaVIOr modification techniques:

:15 teacher consults profe551onal Journals in

er field and implements some of the innova-

"tive ideas contained therein:

\ A teacher experlments with a new 1dea that

was presented at an in-service training con=

ference.

A teacher attends a conference in her field
and_when she returns she does not attempt to
implement any new ideas/techniques with her
-8tudents.

Even though she received in-service train-
;;__;ing on a new réadlng prbgram, 3

¥. 1,04
Source :
Anchored
Special
Universi

Marianne Price; "The Development of Behaviorally
Rating Scales for the Performance Evaluation of
Education Teachers" (EdD dissertation; Temple

ty, 1978)s p. :246. Reproduced by permission.
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2. COMMUNICATION SKILLS
The ability to exchansze information
with administrafors, professional
persons, parents, and other adults

-t

% 8.05 A classroom teacher asks a speech therapist
for information regarding the nature of a par-
~_ticular child's speech problem and how she .~
can help: The therapist talks with the teach-
} er about. the problem and prepares.a list of

_ activities that the classroom teacher can im- -

plement to help the child improve his speech.

\\Teacher keeps in close contact with counsel-

lors, or ancillary staff to keep all programs

working toward the same goals.

HIGH -

The teacher holds regular conferences with
parents, at their convenience. If parents
are unable to come to the school, she makes
a home visit.

\ Teacher consults with other professional
staff in determining appropriate expectations
for each child in the area of behavior.

The teacher confines her conversation with
parents to her area of expertise, the class-

5.0 room and instruction; and- thus avoids tread-
and certification:

A child does not have his homework; so the
teacher calls the mother and suggests that

W the child simply forgot to bring it to school,
‘3. 04 rather than accusing the child of not having -
done it at all. )

Teacher does not inform supervisor of major

«<hanges in a child's educational plan:

The teacher told the parents all year long

LOW'

/ ‘ that Johnny was making good progress. In the

___June conference, the teacher told Johnny's par-
- ents that she wanted to have him revaluated

because his progress had been unsatisfactory.

1.0———Zhe teacher ignores a parent's request for a
conference.
Source: Marianne Price, "The Development of Behaviorally
Anchored Rating Scales for the Performance Evaluation of
Special Education Teachers" (EdD dissertation; Temple

University, 1978); p. 247. j{iéﬁféaaééa by permission.
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3. RAPPORT WITH STUDENTS

with children, which fac111tates their success
and growth in a learning environment:

& 8:0- The teacher observes that a éhii§7Wh§ has

difficulty expressing his feelings in front of

others is extremely upset about something.

———She also knows that this child 1is embarrassed

to let the other students know he is upset.

The teacher summons his help in running off

and assembling dittoes in the office. This

provides an opportunity for the child to talk
to her.

HIGH

The teacher extends to children the same com-
mon courtesies that she expects her children
to-:give to her, e.g., please, .thank you, ex-
cuse me, etc.

A student criticizes the teacher's style of
discipline. The teacher listens to his opin-
\ - ion and tells the student why he has chosen
this method of discipline.

When working with distraught adolescents who
are having a rough time communicating with and

understanding parents; a teacher relates her
past experiences and probtems in the same area.

The teacher avoids excessrve famliiarity w1th

tudents so that ﬁe/she is perceived as the

teacher and not a peer.

A teacher unknow1ngly mispronounced the child's

last namé: The child soiled himself daily for

ix weeks until the teacher finally said his.

name correctly, at which point the soiling of

his clothing ceased completely.

LOW.

~ K Upon completlon of instructional sess1on, teach-
2i9-\\\\\er criticizes student for making numerous
errors, rather than focusing on what he com-

s . pleted correctly:

Durlng 1nstructlonal session, teacher remarks,
ﬁ, ) W‘::;;;ixou 11 never be able to learn this," when the
1.0/ student makes an error.

Source: Marianne Price, "The Development of Behgy;oraiiy
Arichored Rating Scales for the Performance Evaluation of
Special. Education feachers" (EdD dissertation, Temple

University, 1978), p. 248. Reproduced by permission.




4. APPROPRIATE PLANNING

The ablilty to nrganlze lnstructlon

in-order to achieve short and long-term objectives based

on the needs and level of performance of each child.

‘child. As her program progresses,,she con- .
__—5tantly revaluates her goals and objectives to
make sure they are still appropriate -to the
child's needs.

7.0%

\\\\\Ehe teacher is able to write an educationai
prescription appropriate to the needs of each

\ chiid.
- FThe teacher has her lesson pian prepared and

HIGH

6.0- all materials that she will be using in a given

lesson assembled and at hand before the lesson

begins.

"yTéééhéf determines a student's entry level in
a reading program on the basis of diagnostic
test information.

\ Teacher organizes books, pictures, art mater=
ials for discussion on national holidays which
occur during the school year.

L:o- A teacher has identified the long-term goals

for the child. She knows generally what she

/wants to do to achieve these so she does not
develop any short-term objectives.

o Teacher has not planned ’a'déq’;i;été amount of
3.0+ work to keep a student occupied and learning.

: § a result this student is botheéring every-
one else.

The teacher assigns the same dittoes as seat-
work to all children in her class despite the

V////girst to the fé&fth-grade Tevel.
’ eacher establishes neither 1ong-range goals

?//d’ior short-term objectives for her students.
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Source: Marianne Price; "The Development of Behaviorally

Anchored Rating Scales for the Performance Evaluation of

Special Education Teachers'" (EdD dissertation, Temple
University, 1978); p. 249. Reproduced by permission.
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- 5, INSTRHCTIONAL SKILLS

The @bility to 1mggement the educationai program
througlr the use of appropr1ate materials and
teclinicues. -

made herself to fit individual needs.

est df Stﬁdénts,,the teacher varles the

HIGH

attention for the pencil-and-paper task

\ wanlng

the teacher reinforces thxs skitt.

The teacher is instructing a student in

.~ tices these facts on a teaching machine.

o her students.
3.6"‘

_‘___maklng daily assignments to each pupil.

LOW

o per se is given.
2. 04

structional program.

The teacher follows text in sequent;al order,

x 8.0+ The teacher has commerc1al materials that are

F too advanced for her class. She modifies them
for use with individiial students where possible.
/));féh, also has numerous materials that she has

7.04 - In order to maintain the attention and inter-

t*on on the part of the student and mov1ng to
. a more relaxing activity such as an instruc-
tional game when she notices that the child's

is

a

\Ssecond-grade level math book, but the student
has not committed the basic addition and. sub-
traction facts to memory. The teacher assigns
student to an activity center where he prac-

\ The teacher uses the weekly maga21ne, News
Pilot, to discuss current events and varlous
5001a1 studies and science-related topics with

Help

is given each pupil as it is needed. No sup-
plementary materials are used No instruction

, €.8.»

fllms, tapes, to flll up tlme,,w1th no. thought

1'.0J . While. teachlng beglnnlng readlng,,a teacher

is very small and unclear.

Source Marianne Price, "The Development of Behaviorally
Anchored Rating Scales for the Performance Evaluation of

Special Education Teachers" (EdB dissertation,; Temple

Universitv: 1978). p. 250: Reproduced bv nermjssion.



6. RECORB KEEPING AND REPORTING

The ability to keepAaccurate and currenigrecords, ‘using
this information for comprehensive reporting as required.

F 8.0+ Reports are always objectively written and sub-
stantiated by records; they are submitted with-

in time requlrements

,////Ehe teacher documents (1n wrltlng) the instruc-

| ——_+tional goals and objectives she holds for
7.0- each child:

_ The teacher giVes,é detailed account of when
2 child has a tantrum,  including the time of
o the tantrum and the behavior that preceded

_ the tantrum.

\\The special education teacher documenis the
ommunications she has with regular class
teachers about speclal education students.

When asked to justify Johnny's placement in

HIGH

a third-grade math text, the teacher is able

to present Key Math Dlagnostlc Test results

and the textbook placement tests to substan=

tiate placement at the third- grade level.

\ The_ teacher keeps a daily attendance record
\collects absence information,; and hands in
attendance report every two weeks.

After administering various testing instru-
ents to a student, the teacher places the
results in the student's file.

A teacher claims she has "tried everything" %o

get. Johnny to do his assignments but "nothing

'3;0— works.” The teacher's supervisor asks to see

a record of what has been tried, for how long,

etc., so that she can offer dlrectlon to the

————teacher: The teacher has no written record

of what has been done and can only give the

supervisor vague recollections regarding each

L.oW
o
2

type of intervention that was tried:

Teacher writes reports which 1nclude emo-
)),//tlonally laden unsubstantiated comments.

1. OJ 7 7 B
Source: Marianne Price; "The Development of Behaviorally

Anchored Rating Scales for the Performance Evaluation of
Special Education Teachers" (EdD dissertation, Temple
University, 1978), p. 251. - Reproduced by permission:

"ud |
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7. BEHAVIOR MANAGEMENT
The ability to establish and maintain a behav-

joral atmosphere that is éeﬁdueive to0 learning.

tion system involving group and individual

i 8.0+ The teacher established a behavier modlf ca-

////’goals for classroom behavior. Varying types
a

rid rates of reinforcement are established

for individual students.

. The téacher is alert to 51tuat10ns that can
erupt into disruptive behavior. She takes
steps to avert trouble before it occurs.

HIGHH

The teacher identifies student behaviors which
interfere with the total learning process.

She imoplements a behavior modification system
utlllzlng reinforcers appropriate to each

- student.

\The teacher uses a token gconomy with child who

does not respond to social reinforcement.

A student has been ev1denc1ng dlsruptlve be=

havior in the classroom in the form of calling

out and interrupting. The teacher initiates a

system for taking turns in speaking and asking
questlons.

\Teacher rewards p051t1ve behaviors of children,

ignores negative behav1or.
\ “

The teacher takes away pr1v11eges to control

classroom behavior.

3.0-K
\\\\\A teacher yelled at a student in a classroom

because he misbehaved. The child ran out of
school.

LOW

Puplls frequently swear and engage in name

calling. The teacher reprlmands theg_eggpftime

this occurs. No decrease in the inappropriate
verbal behavior is noted.

Verbal and phy51cally aggressive behavior fre-

quently occurs in the classroom. The teacher

1:.0- provides no corisistent consequences to these
behaviors.

Source:: Marianne Price, "The Deveiopment of Behaviorally

Anchored Rating Scales for the Performance Evaluation of

Special Education Teachers" (I:dD dissertation; Temple

University, 1978); p: 252. Reproduced by permission.
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8. INTERSTA@F ﬁﬁﬁiéﬁéﬂiﬁé

The ablliij to build and develop positive re-

. lationships with I. U. andZor distriet staff.

K- 8.0+ A hearing theraplst volunteers her services
to a school on an Open School Night for

F”,,Egrents program by offering to speak, test
hearing or whatever services the principal

or other teachers may want of her.

7.0+ The teacher volunteered to "sServe" an extra

~duty for a reguiar staff member who became
ill.

HIGH=

When the principal gave permxssron to have a

ditto machine placed in the speech therapy
room, the. therapist said, "I would like to do

my job effectively. It is 1mp0551b1e to con-

duct speech therapy classes effectively when
the ditto machine is being used. Let's work
out a schedule for use-of the ditto machine.

:éhe I. U. special class teacher adheres to
the time schedules and the policies of the
school in which she works.

‘Speeial class teacher malntalns good public
relations with regular class teachers by eat=

ing lunch with them and conversing with them
on a personal as well as professional level.

LOW

1ng does not follow normal channels of communi-

///’,catlon within the building.
\‘\\eAn itinerant teacher falis to inform the sehool

i; 5 office that she is ill and will be absent.
1.0-
Source: Marianne Price, "The Development of Behavioraiiy

Anchored Rating Scales for the Performance Evaluation of

Special Education Teachers" (EdD dissertatioh, Temple
University; 1978); p. 253. Reproduced by permission.
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